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Y OIJR Program Committee has been appointed so recently that \\e arc 
not yet ready t o  announce a n y  details concerning the Conference to  

be held in June, bu t  we believe t h a t  everyone will want to know the 
dates decided upon and the reason for their selection. 

For the past several years our  S. L. A. Conventions have been held 
in large cities, in big bustling hotels, with programs so full of interesting 
discussions that  i t  was not possible to see people nor attend half the 
meetings one wanted to. Such conventions are very stimulating and 
desirable but i t  seems wise to take  a breathing spell occasionally to  get 
acquainted with each other and with the  work of our Association. 

Lake Placid Club lends itself especially well to  such a plan because 
there we shall be pretty much b y  ourselves, all under one roof, with only 
the scenic beauty t o  distract us  from the business in hand. \Ve hope to  
schedule group sessions that will not  overlap other valuable meetings 
so that the entire Association can know the  work of the newspaper or 
financial, commercial or other groups. l i re  mean to  have several informal 
parties, -even a S. I,. A. "play" during one evening, And while there 
will be outside speakers, of course, we plan t o  give one full day to  the 
bl~simss of the Association. Great  progress has been made by S. L. A. 
thls year and there are many t l h g s  vital to  us and to our profession 
which need to be discussed by the  entire membership. 

Lake Placid is too well known t o  need a n y  advertising by us. Every- 
one realizes, I believe, how lucky we are t o  be allowed to  meet there. 
The rates are so low and the club such an ideal vacation spot that  many, 
many people are already planning t o  take several days a t  their own 
expense and remaln to enjoy the opportunity which presents itself t o  
us so seldom. Because some wish t o  spend the week-end before, and  
others the week-end following the  Conference, a t  Lake Placid, we are 
designating the thrce main days of the  meeting as  Tuesday, Wednesday 
and Thursday, June 14, 15, 16. Monday,  June 13, will be reserved for 
the meeting of the Board and the Council. There will be some group 
sessions taking place on Friday, June 17, so  tha t  for those who are not  
planning to devote the entire week t o  this there will be much of interest 
both early and late in the week. 

We glve you this preliminary information now so that  everyone may 
begin to make plans and become a s  excited about this Lake Placid Con- 
ference as are those of us who are working on the program. Of course 
you are coming! P u t  the dates on your calendar now. 

IvI.\RY LOUISE ALEXANDER 
Clrairmnn, Program Committee 

Applicallon pendlnc lor the tranafer of entry as second-clnss rnattcr from the Post Office Pruvldence. R. I. lo Concord. 
N. H. ,  undcr Lhe Acl 01 March 3, 1879. Acceptance for ~ n a ~ l ~ n g a t  apec~al rate o~poslaae provided (or 

In sectlon 1103, AcL of October 3. 1917. authorized October 22, 1927 
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Staff Organization and Administration of a 
Special Library 

By ELEANOR S. CAVANAUGH, Librarian 

Standard Statisttcs Company, Inc., New York 

T HE organization and administration of a special library is very little different 
than that of any other well-run business. The main idea is the same - well 
placed intelligence, round pegs in round holes, accuracy, maximum produc- 

tion and 100 percent results, with a minimum of friction and wasted effort. As in 
business, one of the first factors in the organization of any staff is an esprit de corfis, 
a loyalty to the organization and a thorough idea of what that particular business is. 

I t  is possibly a debatable question as to whether staff organization or administra- 
tion of a special library comes first. For this particular article we will say that staff 
organization follows administration. 

In a special library it is important in the administration as to just where the library 
heads up. Is it a special department, or, as is more often the case, is i t  an offshoot of, 
or an  adjunct to, another department? Is the librarian responsible to an officer of the 
organization, or does she report to, or confer with, the head of some other depart- 
ment? If the special library in an organization is not a separate unit, a librarian 
should, by every means a t  her command, convince the organization that  the library 
should be a separate department within the organization. Only when this is accom- 
plished can the librarian obviate conferring with other department heads who do not 
understand her problems, or who have ideas of their own which, from the librarian's 
standpoint, are probably bad ones. In our organization the library is a separate de- 
partment and the librarian answers to the President or to the Vice-president. Orders 
for books and equipment may be placed on her okay, she is allowed to decide what 
salaries her staff shall receive and, in fact, is hampered by no red tape - provided, 
of course, that ordinary discretion and judgment is used in all instances. Too often 
libraries in organizations are spokes in a wheel. Convince your firm that  you are the 
hub. I t  can be done. 

No librarian in charge of a special library of any size should be tied down to a rigid 
work schedule. She should be free for the real administrative end. Free to keep in 
close contact with the officers of the organization and the executives of other depart- 
ments, and have time to find out what they are working on and to keep up with all 
new projects they may be contemplating. Also it is her one big job to keep up with 
the literature and the new ideas in the field in which she is working, for only in this 
way can she anticipate the needs of the organization and serve her firm to the best 
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advantage. The librarian's day is bound to be full of interruptions, telephone calls, 
conferences and interviews - all this, besides the grist of problems that  she alone can 
decide. 

I t  is essential tha t  all librarians see that each and every one on their staffs has a 
complete picture of t he  organization and the work of her  firm. I t  is also necessary tha t  
each assistant in a library a t  least know about all the types of work that  is done in the 
library and the librarian should spend considerable time training her assistants in 
using the material a t  hand and in developing unusual sources for information. In  a 
library that has reached the point where there are a dozen or more people on the staff, 
i t  is necessary for some sort of centralization whereby the  librarian in charge can keep 
track of the work being done and of all business tha t  is being transacted by her dc- 
partment. In order to  d o  this, all assistants should report to her regularly on the s tatus 
of the work, and all correspondence, whether written by  the librarian herself or one 
of her staff, should pass over her desk for signature. This  applies also to incoming 
mail. This does not mean that the librarian should not  make personal tours and keep 
in close personal contact with the work of her department 

I t  IS a vital part of the  librarian's job to make the work in her department a s  car- 
ried on by each individual as varied and as  interesting as  possible, and she should 
spend considerable t ime training her assistants to  assume responsibility and in bring- 
ing out in them whatever executive ability they may have. 

The questions of sudden withdrawals from the staff, vacations, transfers and ab- 
sences due to illness, bring up the point of training more than one assistant in each 
phase of work. I t  is well that each person doing a particular kind of work have an 
assistant who will be more or less of an alternate, and who can take over the job and 
carry on when necessary. We carry this out very religiously in our own library, and 
very seldom have trouble from sudden vacancies in t he  staff. 

A librarian will do well to keep statistics of the work done in her department, t h a t  
is, the nurnber of books circulated, the number of reference questions answered, the 
number of special reports made, the number of books and  pamphlets addedduring the 
year and any other d a t a  which may be included in an  annual report which will 
crystallize the tangible work of the library, and which report may be presented t o  the 
oHicers of the organization each year. 

Just so long as human nature is what i t  is, just so long will the department have 
problems removed from the mere administration end of the work. I t  may be consid- 
ered as outside the province of this article to mention the staff's personal relations, 
but i t  is vitally necessary for a staff to work together and  in harmony for the ultimate 
good of the organization. Nothing can destroy the spirit of the staff more than fric- 
tion from within. One should go to great ends, without actually destroying discipline, 
to separate two assistants who cannot work harmoniously together. If i t  is not pos- 
sible to iron out their supposed differences, and if each, taken separately, is a good 
worker and worthwhile material, then one should make concessions and rearrange 
the work schedule if necessary. 

Along the same lines, the librarian should not keep a n  assistant on work in which 
she 1s not interested, o r  to wh~ch she is not adapted. Personally, I am a firm advocate 
of making changes when necessary. No one is giving her  best when she is doing work 
that she dislikes or in which she is not interested. In a staff of any size i t  is always 
possible to make switches without disorganizing the  work. 

In all special libraries there is the problem of the librarian's relationship with other 
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departments. Naturally, these must be kept cordial and on a cooperating basis a t  all 
times. This is particularly true in connection with the librarian's contact with the 
Purchasing and Personnel Departments. 

Taking the Purchasing Department first, it will of course be necessary for the 
librarian to fall in with the policy of the firm in regard to the routine for purchasing 
material and equipment. Nearly all organizations have a separate purchasing depart- 
ment, through which orders must pass. These orders are usually okayed by an officer 
of the company. Too many times, however, the orders must be placed directly with 
the Purchasing Department and that department uses its own discretion in placing 
the order or substitutes material which, in their opinion is better or less expensive. 
This of course may work out all right, but the ideal situation is where the librarian 
is able to place her own orders and to specify exactly the type of material that she 
desires, and have the order placed on her recommendation instead of at the discre- 
tion of the Purchasing Department. In the last analysis the librarian is in all proba- 
bility better equipped to know the particular needs of her department than the head 
of a Purchasing Department, but at  the same time it is necessary for the firm toestab- 
lish some sort of department through which there will be a check of expenditures of 
other department heads. 

As to the relationship w ~ t h  the Personnel Department, it is granted that such a 
department within an organization is a necessary and valuable one, and that it does 
save the time of department heads in having to make the necessary contacts with 
agencies which will supply them with the needed personnel. Italsosaves the timeofde- 
partment heads sp-nt in interviewing applicanls who quite obviously would not fit 
their needs. 

In a great many cases the Personnel Department is the first and last word on the 
employment situation and the department heads must take the person chosen by that 
department. However, the ideal situation is where the Personnel Department, to the 
best of their ability, supplies several applicants who they think will fill the vacancy, 
and leaves the last and deciding choice to the department head having the 
vacancy in his staff. I have yet to meet a personnel director who has an intimate 
knowledge of the requisites of library assistants and who can supply the right person 
for the right job. They simply do not understand the requirements for catalogers, 
reference assistants, etc., and it is Iny feeling that librarians in charge should be 
free to make their own contacts in seeking applicants to fill vacancies. 

Last, but not least, in the administration of a special library, comes the subject of 
budgets and financing of the department. A great many special libraries operate on 
a budget and there is a great deal to be said for and against this method. If you hap- 
pen to be in an organization that is in favor of budgets, you will necessarily have to 
adapt your needs to the budget system. I t  has its advantages because, you know irn- 
mediately how much money there will be avai!able for the needs of your department 
for the coming year. On the other hand, it does not take into consideration any sudden 
expansion in the work of the department which would necessitate a larger staff and 
possibly more equipment. Even though one does not necessarily have a budget, it 
is up to the librarian to know exactly what it costs to run her department for a year, 
to  watch the expenditures and to keep them a t  a minimum without impairing the 
efficiency of the department. As stated before, i t  is obvious that the policies of an 
organization cannot be changed in matters of this kind just to suit any one depart- 
ment, and the librarian will have to swing along with the rest of the organization. 
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hlection of Personnel 

All comments to the contrary notwithstanding, i t  is my firm belief, and this belief 
is backed up by experience, that a sound training in library science is not only advis- 
able, but necessary for assishnts in a special library. This applies particularly to 
&or assistants, those carrying the burden of the work of the department, that is, 
catalogers, reference and research assistants. 

I am aware that it is not always possible to f i l l  a vacancy with a trained person who 
also has experience in a particular field such as advertising, finance, or civics, but it is 
possible to get a person who has had g o d  training in the groundwork of library 
science. In our library it so happens that i t  has been necessary to take time to train 
library school graduates with no particular financial experience into our special 
field of activity. I t  takes from six months to a year for even above-the-average trained 
librarians to find themselves and to carry on with no supervision. But the time and 
patience spent is well rewarded in the end. All things being equal, I think I prefer to 
take a trained librarian and spend the time training her into the particular work of 
our organization. 

Along with senior assistants, who presumably are trained librarians, i t  is always 
advisable to have what we call "junior" assistants. These junior assistants have no 
library training, but are good material. Some of them are college graduates with 
alert brains and an adaptability to library work. They can be trained into the more 
routine types of reference work, into order assistants and file executives. They can 
also take over the checking and routing of newspapers and periodicals, supervise 
mending and binding, and relieve experienced and trained senior assistants from all 
routine and clerical labor. I t  is a waste of executive time to have a cataloger paste 
book pockets and make out book cards, or for a reference assistant to type headings 
and paste up and prepare material for her information files. Nor does i t  require 
library training to keep an order file or  periodical check list. 

In a library of any size it is well to have a stenographer and a t  least one typist. 
Most librarians are not rapid typists and a person trained in typing can do much 
better and a greater volume of work. If  the size of the library and the work done 
justifies it, even more than one typist is advisable and often necessary. It makes a 
decidedly favorable impression on the organization if all memoranda, bulletins, and 
reports go out well set-up and typewritten. A report presented in this form, while no 
more valuable than a pencilled one, certainly has a more businesslike appearance. 

Specialization 

There is much to be said pro and con regarding specialization by members of the 
staff. In the smaller library this, on the face of things, cannot be carried out; for in a 
smaller library the librarian and her assistants will undoubtedly have to do a wide 
variety of work and everyone will have to take turns doing any work that goes 
through the department. 

In a larger library, however, it is possible t o  carry out this specialization idea and a 
cataloger in such a library should do nothing but catalog; research assistants should 
be left free from other duties to devote their time t o  surveys of needed data and to 
getting it into report shape; reference assistants should give all their time to the look- 
ing up and collecting of material to answer the requests from the various departments 
within the organization; file supervisors should spend all their time on special filing 
problems and on keeping the files in order and supervising the work of the file clerks. 
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Getting down to brass tacks and the actual lining up of the work of an average 
library, I realize that what I am about to  say is written from the viewpoint of our 
library, which happens to be a large one, but I feel that  the fundamentals are the 
same as those for a smaller library, and the work schedules can be scaled down and 
adapted to the work of a smaller library. 

Speaking of workschedules, all librarians should have a work schedule in black and 
white and the work so planned, divided and laid out that  i t  is possible a t  any time to 
know who does what and just what stage any particular phase of the work may have 
reached. This places responsibility for errors, if any, and will show up an overcrowded 
schedule of one assistant as against a too light schedule of another. 

Just to  give a concrete outline of what is meant by the above, le t  us take the line-up 
of our own library. I t  will be obvious from the following that  in this particutar li- 
brary we have eliminated the position of first assistant. This was done for the simple 
reason that the library and its staff has grown to such a n  extent that  it has been nec- 
essary to  break the work up into units and to have a person in charge of each unit, 
thereby making several people responsible for the work of the library. No one person 
could (even giving her entire time to  it) possibly supervise the work of a staff when 
i t  reaches any great number of employees. 

1. Librarian in charge 
2. Research assistant 
3. Reference Department 
4. Cataloger - 
5. Supervisor of annual reports 
6. Supervisor of corporation files 
7. Secretary and order clerk 
8. Assistant in charge of periodicals and magazines 
9. Assistant in charge of mending and binding 

We skip the work of the librarian which has been outlined under the paragraph on 
administration and take first the research assistant. The research assislant is really an 
assistant to the librarian and does what the librarian in a smaller and less busy li6rary 
would, in all probability, do herself - that is, searching out  data, lining it up and 
making special reports as requested by various members of the organization and by 
clients of the organization. This is different from the workof the reference assistant. 
The research assistant is the one assistant in the library who goes outside of the or- 
ganization to use sources available in compiling special data  tha t  may be needed. She 
also does some special editorial work and, in our particular library, checks and routes 
the numerous reports sent in on companies and industries by  our field staff. She re- 
lieves the librarian by meeting many of the clients who come into the library to make 
use of our material. Here is a good place to  discuss the question of whether it is better 
for a research assistant to have library training or special training in a particular 
field. I say with no hesitation that a person with a knowledge of a particular field 
such as advertising, economics, medicine, or chemistry, is a greater.asset in this posi- 
tion than one with only training in library science. One with a good background in 
economics is certainly more valuable in making surveys and reports than one who 
has only a library training. A person with a knowledge of marketing, distribution, 
prices, money markets and costs is bound to have a clearer and more composite pic- 
ture of the situation, and to be able t o  assemble and evaluate material and data with 
greater intelligence than one who has not had this training. I t  so happens that in our 
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library we have an unusual and happy combination in our research assistant. She has 
no t  only had library training, but also has had training in economics. Bu t  such a 
combination is rare, I know. 

Reference De#arlment. - This department is in charge of a librarian who in turn 
has three assistants. Besides access to the regular book collection, this department 
houses all material in what is known as the financial information file. Thisisan alpha- 
betical file under subject, with subdivisions of a n y  particular phase of business or  
industry. For instance, Banking is broken u p  into the  various phases of banking such 
as, National, Federal Reserve System, Joint Stock Land  Blanks, etc., while the Auto- 

,mobile Industry is broken up into subdivisions fitting t h a t  industry such as, Prices, 
Production, Replacements, Foreign Trade, Financing, etc. Into this file go all 
government releases, special analyses made b y  trade associations, by our own field 
staff, or by any outside agency, releases from various s ta te  departments and articles 
of general interest clipped from newspapers and  magazines. We have eliminated all 
indexing and instead buy duplicate copies which we clip a n d  put into files. I n  the end 
this saves tlme and money and the material is more quickly available than through 
indexing. 

All material destined for these files passes over t h e  desk of the chief reference as- 
sistant and all requests for any information on subjects other than those answered 
from the corporation files, pass through her department .  She receives all calls for 
material, answers some herself, and assigns the  rest t o  her  assistants. She is responsi- 
ble for assigning all subject headings to the material going into her file and for dis- 
carding material received and considered of no value for our  particular work. She, of 
necessity, is thoroughly familiar with the special type  of work being done by all 
members of the organization and immediately routes t o  their desks any da ta  received 
in which she knows they wdl be interested. 

Excepting possibly the librarian, the chief reference assistant has closer contact 
with the editors, analysts, and special workers in the  organization than any other one 
person on the staff. 

Cataloger. - Cataloging in special libraries is always a much discussed phase of 
the  work. To  fit the needs of most special libraries there is no existing adequate sys- 
tem of classification or subject headings. Dewey is no t  practical for most special 
libraries and particularly for those libraries whose collections fall within the 300 and  
600 groups. While the Library of Congress classification is  nearer the need, as  far a s  
subject headings go, it is the feeling among most librarians tha t  the classification a s  
designated by letters is too complex. It  is always possible for one who is cataloging a 
special collection to take liberties with the Dewey Decimal and make i t  over in spots 
t o  fit the particular needs of her collection Most  special libraries find i t  necessary t o  
make their own subject headings. In our library we have done this entirely and our  
subject headings conform to  the terms in use in banking, economics and finance. 
The  Financial Group of the Special Libraries Association, under the Chairmanship 
of Ruth Nichols, presented a t  the Conference in Cleveland last spring, the beginning 
of a splendid list of subject headings for use in financial libraries. When this is finished 
and ready for distribution, special librarians i n  this group will have one of.the best 
tools available since the organization of special libraries. 

Some librarians feel that  the classification of a small special collection need not be  
undertaken and that some arbitrary way of keeping the  books on the shelves may 
he used until the librarian feels sure of the classification she wishes t o  use. This may be 




















































































